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ABSTRACT 

Securing funds to support a project does not 
necessarily guarantee its saccess. For any venture to be successful 
it must be undergirded by an ef Cacti ve fflanagement system* Discussed 
are four basic guestions on the topic of effective project 
inanageiBent * (1) When should project management start? (2) Who is 
responsible for the effective management project? (3) What elements 
need to be considGred in effective project managementi (U) ¥hen are 
the responsibilities of the project manager completed? (Author/KE) 
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EFFECTIVE HANAGEMENT OF CONTRACT ACTIVITIES 



Donald L, Clark 



What Is your reaction upon hearing that ont of your peers has bien 
awarded a grant for a research, deyelopmental , of trainlrig activity? Whatever 
your reaction* you may be Interested to learn just how he ©r she secured this 
support* It is often as simple as this; he or she had an idea and was able 
to sell it, A significant proMeni or activity had hmn 1dentif1eds properly 
described in a proposal, and suhnitted to an appropriate funding agencyi 

Securing funds to support a project, however, does not necessarily 
guarantee its success anymore than buying a previously syecessful business 
is a guarantee that the business will cofitinu^ to be profitable. For any 
venture to be successful it must be undergirded with an effective management ^ 
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IndustrMl educitops it both the secondary and post-secondary levels 
are t^ftm called upon to devolop proposals for funding t and then when funding 
Is seciredj, to serve as projact directors for the proposed activity. Many 
%imAfndmTi% have rtctlvec! professional preparation In how to prepare pfoposals; 
h^tsfewfi y&T^ imi individuals Nave considered the Important element of 
pm$mt managernent. It can bt accur^ately stated that the success of a 
cc^tract activity is directly proportional to the effectweness of the 
mm^mmnt §f the project. For purposes of this discussion, I would like for 
ms const^der four basic questions regafding effectivs project management. 

L When should prpject fnanageinent start? 

IL Mho is responsible for the effective management of a project? 

III. i/hat elCTeints> need to be considered in effective project management? 

IV. VHm are th© rfespomsibi lities of the project manager completed? 

L When should project management start? 

Officially project TOmagement starts as soon as notification of a grant 
award has been received. In reality;^ howaver. It starts vsrith the conceptuli* 
litioR of tfcie project and shoyld be included as an integral part of the original 
proposal, In facts the inclusion of a management plan is In most Instances 
Qne of th€ eliments that funding agencies carefully consider in rnakinf grant 
awards. Many proposal gyidelines and RFP's (Requist for Proposals) request 
sych a plan and my pla'Ct constderabTe wefght on It in the evalyation section, 

Ih Who is res pon'Sible for the affective m anagemen t of tbe projec t? 

A related quistioni could be asked: Mho received the grant*-the indivf/duai 
who wrote the proposal or the institutiorv? in most castSi the grant Is madt 
to an Institution; thus^ the adrninistratlTC structure of that institutiion win 
dictate how the gradt will be admini stired. Howevert even if an Ifistitutlon 
employs a fyll-time grants administrators, the individual identified as project 
d1rict©r in thi grant award docymenit fs the person respoi^sible for the 
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effective manageinent af tfit project, in m%t Institutions of higher education, 
there are established offices for co-ntract mtvmtyt and it behooves the 
project director to eff^'Ctf yel.y utilize the SQnic&s provided by thess offices. 
The wise project di rector will TOkfa It a team effort and benefit from the 
experience of the grants mmB^m% 

It is also appropriate to liiwlve oither project ntembars In selected 
managenisnt activ^ittes; however, the; yltinate responst bil ity for managefnent 
decision-raking belongs to fjQ project dfrectar. When the principal 
investigator (if this is someone other than the project director) and the 
research assistants mmt utiltEe their time in miarageTOot functions then the 
project may be impaired. 

ill. Mhat eterents need to be considired In effective; project managCTOTt? 

Tihe ftmm presentedt in this section are not inteedEd to be all IncTusive 
mr are they mtm]]y eKcly.sive. However It is believiedi that each element 
presented rerits consideratton* as an^ elemifi^t in effecti¥e project maniigeiient, 

Srant Award Doc urnent . The grant av/ard docy«nt, fnclibidlng In most cases 
a copy of the original prop€sal,, forms the legal guldtl!ne:S uinder which the 
grant or contract is to be condycted* In revieviilng the grant mard^ it is 
tmportant to rev^iew all attachments a^d referoncas to regulations that have 
been publishetf prevloysljj^. If a revisiOin 1s reqrested i/n the work schedule 
either at the time the grant is rweivtd or at a later dati,^ ft is important 
that It ts refltcted in the origiMl fra/nt award. It can be $ serioas mistake 
to agree to a reduction in an originil iudget withfout insisting that a 
corresponding podificfition In the scope of mork be reflected in the gra?it 
award* 

Staffing . The staffing plan ntseds to be welT-docwented in the 
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original proposal, both 1n ternis of positions to be filled and In the qualif id- 
eations of the personnel to fill the positions. The project director is 
generany identified by name in the grant award docunient, and if a change at 
this level is made it may require the concurrence of the funding agency. 
The importance of employing staff members ^ Including the secretary, who have 
quail ifications to accomplish the task at hand cannot be over emphasized. 
Providing employment for individuals who just happen to be available genirally 
doesi not provide the best yield, k major problem enco»tered by project 
directors in institutions of hiigher education is the efnplojnient of faculty 
members at time on a project who are subsequently giv^n teaching 

loads and coroittee meetings that seriously cut into the time alloted to the 
project. 

A good management system will provide guidelines for line and staff 
riSpon^Siibil ities and fiirther will allow each stiff member to know where and 
how ha or she fits into the orgamization. It can also provide the opportunity 
for each staff nnember to make a full contribution. Staff involvement will 
iTOSt llkiely assist 1n the operation of a successful project; however^ the 
factor of greatest Importance Is the initial selection of staff members. 

Facilities . The facilities needed to iffectlvely carry out a project 
are genfirany furnished by the institution receiving the grant. Rent in 
most eases will not be charged to the project because it is covered by the 
Indirect costs rate established between the grantee and the grantor. The 
cornmltment of an Institution to the support of R&D activities can tenerally 
be ditermlned by the quality of fad Ifties provided. 

A good plan of aiction Is to identify in specific terms the type and 
quantity of Sipace thait would be needid to conduct the project 1n the 
original provposal at thie time the institutional sign-off is required. The 
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type arid quantity of space provided by the institution niight also be reflective 
of the management ability of the project director. 

Work Schedule , PERT or soine modification thereof should be iniplemented, 
A graphic schedule--a map--needs to be developed and posted that allows each 
staff meniber to see how he or she fits into the organization and more 
Importantly^ how the tasks to be conducted by each staff member fit into the 
overan time frame. A detailed, graphic work schedule can be of great 
assistance to the project manager in making certain that some small , but very 
important elenient of the project Is not inadvertently dropped, There are 
many good texts on this topic that should be reviewed if the project director 
is not fami 1 iar wi th this technique. 

Process Evaluation . Program audit might be a better heading for this 
section* Audit procedures should be detailed in the original proposal and 
written into the budget* If funding permits 5 it is a good plan to have a 
third party aval ua tor make an objective review of the project. Project 
personnel sometimes get too close to a project to be objective in an assess- 
ment of its effectiveness* 

Mainta lnance of Records, The funding agency generally requires an 
accountiTig of funds as well as effort* The fiscal office or grant office 
generally handles the accounting of funds; however , this does not remove the 
respoifiisibfility of good funds management from the project director. In order 
to to this, he needs accurate fiscal records* A final report for the project 
dttaili^g thi process utilized and the ultimate yield of the project will not 
be a niajoir task if good records are maintained from the inception of the project* 

Monttoiring of Funding . Most projects do not operate on an even-flow 
budget* O^n a jlOO^OOO grant for a 10 month project It is saldom that llOiOOO 
would be spent each mointh. Most fiscal controT offices art not able to 

6 

MORE 



Park— page 6 

wnitor mch mm tftapi an even- flow. Thus, It is impanttwt ti*rat the prQject 
dilator rev1a<, at least on a monthly basis r the flow cf fmd% and make 
i^justi^ts when necessary. 

liiterim a nd Final Reports . As a minimMit* reports must be siEhmitt^ to 
thf funding agency, or its designee, as indicated in tHe grant awird document. 
A form and fonnat for the required reports is often provided by the funding 
igincy^ In the absence of good records^ the preparation of reports becomes 
in onerous if not impossible task. With good records it can be a reifarding 
experience as well as serving as a synthesis of the project, 

IV. When are the responsibilities of the project director completed? 

Techoieany the project director's responsibilities end with the submission 
and acceptance of the final report. They may diminish; hQwever, in realltyt 

they vvin never end. 

Based upon the yield of a funded projects the project director needs to 

pursue with professional dtl igence other related projects* If the project 
was a basic research activity^ It should have a yield from which an applied 
project could be developed. If it was an applied research project, it should 
lead to an inservice training program* If it was an inserylce program, it 
should lead to a preservice program. Moreover^ any of these programs can 
generate related R&D or training activities which will allow for good steward- 
ship of funds as well as continued professional development for the project 
director and the profession which he represents, 

END 

Dr. Donald L, Clark is Professor of Industrial Education and Associate Dean 
for Risaarchp College of Education, Texas A&M University^ College Stationt 
Texas. 
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